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EEAA VET FIELD OPERATIONS PLAN
STAFFING

The EEAA has hired adequate staff to provide for the oversight and operations of the
ORT and Phase | LETU programs. These personnel will be in charge of the day to day
organization and continuation of efforts initiated by CAIP to provide the first steps toward
implementation of a VET program. They wilt perform field emissions testing and fleet
data collection resulting from the investments made to work with the oil companies and
Traffic Authorities in testing in-use vehicles throughout greater Cairo.

Attachment 1 contains position descriptions for these personnel. The organization is
one of a headquarters based manager (VET ORT Manager), two assistants (one in Field
Operations and one in Data Processing) and 27 Field Inspectors. Eventually, these
people will form the core of the final VET network program oversight forces. Itis
imperative that the duties described in Attachment 1 be clearly transmitted and
undertaken by the current EEAA employees immediately to begin with a solid foundation
for the final program staff. Should EEAA already have position descriptions in place,
CAIP would suggest a review_ of those in light of the information presented here and a
concerted effort by EEAA upper management to see that the current staff are fulfilling
the tasks assigned to them.

Attachment 2 includes information pertaining to the scheduling of EEAA resources to
maintain the field oversight and data collection now being supplemented with CAIP
resources. The field oversight schedule demonstrates the realistic manpower
requirements to accomplish over sight of the field operations and shows that the new
EEAA resources can effectively manage and accomplish this mission. CAIP suggests a
formalized schedule with milestones be established and exercised with periodic reviews
to judge personnei and network performance.

SUPPORT

Data Processing — One of the critical elements of both the ORT and LETU programs is
the collection and analysis of the test results. These data will provide key information to
assure a smoother VET program start-up through the ability to set realistic pass/fail
criteria based on actual fleet performance. As such, coliection, reduction and
manipulation of the data and the subsequent reporting of results must be continued by
EEAA. Attachment 3 lists the physical resources required to maintain the efforts initiated
by CAIP.

The attachment lists the data processing equipment required and the timetable that must
be_met by EEAA to assure continuity in the program and avoid wasting the monies spent
thus far to start both programs. Also included is a description of the type of reports that
will result from EEAA’s program.

Supplies _and Maintenance - In addition to the process of collecting the data being
gathered by both the oil companies and the EEAA/Traffic Authority teams, EEAA must
assume control of the both the equipment and consumables needed to maintain the field
efforts.  While the ORT program is wholly within the control of the agency, EEAA must
review and act upon their contracts with the oil companies to exercise continued control
over the LETU activities now underway.
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There are two activities for which EEAA must initiate controt:

1. Since CAIP will cover reasonable consumable supplies and routine maintenance for
the equipment until the end of the current fiscal year, EEAA must include within the
next agency operating budget, adequate funds to maintain the effort beyond June,
Attachment 4 delineates the expected supply costs associated with annual
operations of the ORT program. The assumptions for the activity levels are included
within the attachment. These costs will need to be supplemented with any
equipment maintenance costs that will be better defined as operations continue.
CAIP will monitor these costs and determine an expected amount as the field
experience continues. Note that continued production of forms and other materials
may be less expensive than the original production runs so the costs shown are
probably higher than needed but are based on the best current information.

2. The oil companies agreed to assume continuing maintenance and supply costs
associated with the operation of the analyzers loaned tothem by EEAA through
CAIP. The terms of these agreements are such that soon, some of the equipment
will become the responsibility of the companies. The schedule of the actual
placement of the equipment has resulted in this take-over happening over the next
few months. Attachment 5 lists these resources and the terms of the current
agreements. CAIP will continue to work with the EEAA headguarters staff and the oil
companies to assure the smooth transition or relocation of equipment as appropriate.

In both programs, EEAA will want to continue to exercise contro! over the data collection
and review. In this way the agency can insure the quality of and access to the testing
data. EEAA should also retain approval rights and in some cases, supply of materials
shared with motorists about the emissions testing programs. This is an excellent
opportunity for the agency to use these channeis to impart its own messages about
clean air and the environment to Cairo motorists and the repair industry — both of which
are critical elements of the vehicle emissions control solution.

It is important to note that the current EEAA staff will form the core of the long term VET
support group within the agency and so should be critically evaluated with this future role
in_mind. This group will be the foundation for the EEAA staff needed under the initial
pilot testing program. When the full VET testing network is put in place, these individuals
will then either be redirected or supplemented with appropriate staff to accomplish the
program oversight mission required to maintain the private sector participation in both
the testing and repair processes. As such, these first field operations and headquarters
management and data processing tasks provide an excellent opportunity to the agency
to begin to build a cadre of technically qualified and properly trained individuals. These
people should eventually be tasked with managing the much larger VET program when it
becomes operational.
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VET ORT Job Descriptions
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VET ORT Manager

REPORTS TO EEAA VET PROGRAM MANAGER

DUTIES AND RESPONSIBILITIES

+

Manage and coordinate the operation of the on-road testing (ORT) program w1thm
budget and in accordance with the policies and procedures of the EEAA.

Assume responsibility for any continued operation of the Tune-Up Phase I program
providing for vehicle testing within the oil company service outlets.

Schedule work assignments to ensure proper staffing for all on-road and waffic
authority facility testing and support of the oil company program.

Schedule ORT program assistants so that the Manager or an assistant are accessible
during all imes that public ORT inspections are being conducted.

Assist 1n coordinating visits to and conducting tours of the ORT field efforts or oil
company facilitiesduring the period of testing.

Hire competent field and HQ personnel and provide for in-depth HQ and on-the-
job tramning to each employee as well as periodic re-training found to be required
through rounne quality assurance reviews of data gathered by EEAA and the oil
comparies.

Provide for all appropriate employee services granted by EEAA are available to all
ORT staff and that they are provided with all personnel benefits, agreements,
evaluatons, etc. by the agency.

Understand general vehicle emissions concepts and the functon of selected vehicle
emission control devices.

Assure the complete review and data reduction of all information gathered as a result
of testing (both ORT and oil company testing). Maintain test results database that is
current and provide routine reports of findings in a timely fashion.

Provide for proper administration and control of data forms, supplies, and parts
inventory with the appropriate HQ assistant and equipment supplier. Report weekly
and monthly operation actvity and extraordinary activity to the EEAA VET
Program Manager in a timely manner.

Coordinate general equipment maintenance with appropriate program assistant and
contracted equipment service company.

Assure performance of basic maintenance and repair of inspection equipment, and
verify scheduled regular equipment maintenance.

Foster positive employee morale and ensure good public relations between

employees, traffic authority personnel, oil company representatives, local service
station staff and vehicle owners.

See that an effective employee safety and training program is implemented and
maintiained to maximize safe field operations for ORT.
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Perform other tasks as assigned by EEAA VET Program Manager.

QUALIFICATIONS -

*

Bachelor’s Degree in Business Management or related field.
Supervisory expenence is required.

Good oral and written communication skills are required.
Previous motor vehicle experience desirable.

Ability to read and write English sufficienty well to deal with eqtiipment technical
manuals and routine reporting requirements to CAIP and US AID is required.
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ORT Program Assistant A — Field Operations

REPORTS TO VET ORT MANAGER

DUTIES AND RESPONSIBILITIES:

+ Assist with management of the On-Road testing (ORT) and Tune-Up Phase ]
programs in accordance with EEAA policies and procedures.

+ Assist the ORT Program Manager in initiating and opetating ORT and oil company
vehicle testing efforts. _

+ As scheduled and directed by the ORT Program Manager, actively supervise all field
data collection efforts.

¢ Monitor ORT field operations including personnel assignments, productivity, data
quality, equipment distribution and maintenance/repair.

+ Provide regular feedback to all field operators regarding the information they submit.

+ Monitor o1l company testing program including equipment distribution and
maintenance, data collection and review, training and re-training as required.

+ Ensure safety and protection for motorists and employees in the ORT Program.

+ Share accountability for all field inspection operations, including, but not limited to,
property, equipment, wotk schedules (for ORT only), financial matters, etc.

+ Assume responsibilites for the ORT Program Manager in his absence if designated
to do so.

+ Assume responsibilities for the ORT Program Assistant B in his absence if
designated to do so by the ORT Program manager.

+ Ensure good public relations between employees, the traffic authority personnel, oil
company representatives and motorists.

+ Assist ORT Program Manager in preparing equipment, and inspectors for visitors
and tours of the field operations during the period of testing.

+ Implement field safety and training program to maximize safe operations, a safe
workplace for employees, customer safety, and effectively trained personnel.

+ Perform other rasks as assigned by ORT Program Manager.

QUALIFICATIONS

+ DBachelor’s Degree in Engineering or related field.

+ Some supervisory experience preferred.

+ Good communication and customer service skills are required.
+ Possession of a valid driver’s license.

+ Able to read and write English sufficiently well to deal with equipment technical
manuals and reporting requirements of sponsoring agencies.
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ORT Program Assistant B — Data Processing

REPORTS TO VET ORT MANAGER

DUTIES AND RESPONSIBILITIES:

+ Assist with management of the On-Road testing (ORT) and Tune-Up Phase 1
programs in accordance with EEAA policies and procedures.

+ Assist the ORT Program Manager in initiating and operating ORT and oil company
vehicle testung efforts.

+ As directed by the ORT Program Manager, supplement field supervision and data
collection efforts of Assistant A.

+ Perfom review of all field data collected (ORT and Tune-Up Phase I) and provide
complete and umely reducuon of all data.

+ Provide routine and special reports from field data using appropriate data processing
techniques to yield clear, concise and accurate information for program management

and to show findings as required.

+ Through rounne review of ORT field data, produce reports and information on
productvity, data quality, equipment distribution and maintenance/tepair .

+ Monitor oil company tesung program through review and reduction of field data and

recommend active steps (such as modification to inital training or re-training) to
improve or maintain quality standards as required.

+ Routnely perform analyses of all collected data using tools such as statistical quality
control techniques to identify individual facilities or personnel whose performance 1s

below expectations.

+ As scheduled and directed by the ORT program Manager, actively supervise the field

Inspection operatons.

+ Assume responsibilities for the ORT Program Manager in his absence if designated
to do so.

+ Assume responsibilities for the ORT Program Assistant A in his absence if
designated to do so.

+ DPerform other tasks as assigned by ORT Program Manager.
QUALIFICATIONS

+ Bachelor’s Degree in Staustics, Computer Science, Engineering or related field.

+ Good general computer, communication and customer service skills are required.
+ Expenence in database management and some supetvisory expetience preferred.
¢ Possession of a valid driver’s license.

+ Able to read and write English sufficiently well to deal with software technical
manuals and reporting requirements of sponsoting agencies.
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ORT Field Inspector

REPORTS TO ORT PROGRAM ASSISTANT A

DUTIES AND RESPONSIBILITIES:

+ Cooperate with traffic authority personnel assigned to direct vehicles into position
for testing. '

¢+ Pre-inspect vehicle for safety and ensure that the engine conditions allows accurate
testing.

+ Follow specific test procedures as they apply.

+ Take data from motonst and enter it into the data sheets.

+ Perform the vehicle emissions inspection consistent with policies and procedures.
+ Accurately record test results

+ Provide test results and general program information to motorists.

+ Explain test results as required.

+ Maintain clean appearance consistent with policies and procedures.

+ Perform other tasks as assigned by program management.

QUALIFICATIONS

+ High school graduate or equivalent.

+ Must be able to read and wnte profictently in Arabic and have basic English skills
required to operate test equipment and record data accurately.

+ Must be able to communicate effectively and politely with the general public.

+« Must be 18 years old.
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Attachment 2

ORT Visit Schedule
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Misr Helwan Road. Bldg. 30

Maadi. Caro. Egypt

Tel.. 380-7573 / 351-G134 / 375-1465
3750854 / 375.1245

Fax 351.5137

E-Mai} caip@ntouch.com

CAIRO AIR IMPROVEMENT PROJECT
Managed by Chemonics Consortium

B ol ) gl pid £ g s
e €5 S AL rmmmttns 5 )

February 18, 1999

Dr. Mohamed El Zarka

Head of Environmental Quality Sector
Egyptian Environmental Affairs Agency
30 Misr Helwan Road - Maadi

Dear Dr. El Zarka:

We are pieased that the EEAA ORT support group has been established and that you now have
the manpower to manage this effort. This is a great start to building the institutional capacity
within EEAA required to manage VET programs and presents an excellent opportunity to begin
data entry and manipulation of the database to produce routine reports on the ORT program.

As vou know. CAIP is developing a test resuits database for the ORT data and would like to
assist vour staff in initiating this effort as part of their duties. Data entry is designed to select and
record etther the Tune-Up Phase | results or ORT data since you may desire to combine both sets
of results. This will allow the EEAA ORT unit to aiso assume the entry of the service station data
on the same machine. as we agreed some time ago.

Our statt has developed the specifications for the required data processing resources in
Antachment 1.

Please review the reports in Attachment 2. which are examples, with fabricated data, of six
reports we are developing and which shouid provide a base for your continuing assessment of the
ORT mission. These six basic reports may be run for the entire data set for the period desired to
show findings. or by specific sites to aliow EEAA to better manage the work force and determine
unit productivity, etc. If you have any suggestions regarding these outputs, please let us know as
soon as possible. :

In vrder to handie the initial data generated since the ORT launch, and to allow sufficient time for
EEAA 1o acquire the data processing resources. CAIP is prepared to begin ORT data processing
on an interim basis. We will finalize the data entry and reporting software, establish the database
temporarily on one of our machines, and perform the data entry and analysis until March 31,
1699, By that time EEAA should acquire the needed equipment and be certain that an
appropriate member of your current ORT staff has spent adequate time with the VET staff to
understand and assume the test result processing tasks.

A project under the auspices of the Egyptian Environmental
Affairs Agency (EEAA) and the Organization for Ene.
Conservation and Planning (OECF} funded by the U.‘gy Agency for
International Development (USAID) and implemented

by a consornum ied by Chemonucs International Inc.




CAIRO AIR IMPROVEMENT PROJECT

Dr. Mohamed EI Zarka
February 18, 1999
Page 2

You may wish to designate one of your ORT headquarters’ staff as the lead individual to work
directiy with the VET team to finalize this critical step in the ORT program.

We are pleased that the ORT program is off to a good start, and even more pleased that this
provides a genuine opportunity to demonstrate a sustainable transfer of activities from the project
to EEAA. Please call John Pachuta or me if you have any questions on this matter.

Thank you for your assistance.

Regards,

Attachments
cc: Elzadia Washington. USAID




ATTACHMENT 1

Hardware:

* Pentium PC (233 MHz minimum) with 64MB memory, 4.3GB hard disk, 1.44MB floppy
o Ethernet network interface card (NIC) ~ 100MHz

e 14 VGA color monitor

¢ Engiish/Arabic Keyboard

Operating System: Win95 (Arabic Edition)

Software requirements: MS Office (Professional Edition; MS Access Included)




Sample ORT Reports

ATTACHMENT 2
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Attachment 4

ORT Support Costs




r i
L

i

CAIP/VET ORT Control Sheet

Draft

Summary Report

No.

Iltem Cost
Total Annual Running Cost of the R
Analyzers (LE)

-
n
TN
L]

Total Annual Maintenance Cost of the
2|Analyzers (LE)

3|Running over head Cost (LE)

n
e 8 N el P : B

Total

The Total Annual Cost of
the ORT Programm (LE)

Assumptions:

1- Average Number of Tested Cars/hr

2- Average Number of Working hrs/day
Number of field data collection Working

3- Days / Month

4- Average Number of Working Analyzers /
day

o
or

n
]
o

25

>- Average Number of Tested S
Carslyr. | = 150000

6- 60 % compliance rate among tested B
vehicles = 90000 -

ORT control sheets_ak

10/03/8909:43 AM
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EEAA / Oil Company Analyzer

Loan Program
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